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Management Survey Report of
Finenoe Division,
Special Support Staff

1. Soope of Survey

A% the request of the Chief, Bpecial Support Steff, the Management Staff
was requested to make a survey of the Finanee Division to snalyse, evaluate
and meke recommendations on orgenisation prosedures, workload, forms, praeotices
snd personnel requirements. Work messurements and protedures studies were ‘
oondusted with working personnel end later raviewed by the Chief and Assistant
Chief as to the correctness of the Findings. :

2, linﬁiga

2, The Finance Division was first established in the Offise of Special
Operations as the Speciel Funds Eransh, later transferred to Budget and Piscal
0ffiee as the Confidential Punds Branoh in Jsnuary 1949. More recently it wes
treneferred to the Speoial Bupport Staff as the Finanes Division, Many of the
present diffioulties and deficiencies osn be attributed to the changes in eon~-
oept of operstions that cecurred during the foregoing reorganizations,

be While operating as the Specinl Funde Bransh, Office of Special Oper-
ations, the prooessing of finaneial transactions was secomplished with a
minimum review which determined that g transaction had been directed, was
properly approved, and the Sxpense appeared to be reasonable., later the
Diviaion was transferred to the Jurlsdiotion of the Budget and Finsnoe Office
with the function of administering all Agenoy confiden .2l fusds under an
entirely new concept and under much more detailed regulations without any
inorease in personnel,

9. Operating under the new ooncept of operationsa and more siringent
regulations it soon beoame spparent that new organizational units end pro-
sedures were roquired to perform detailed sudits end render service required
in wecordance with Agency poliecies and regulations, standardiced government
travel regulations, Comptroller Gensral's Deoisions, sto. Phis did not

€» The greatly increased workload ereated primerily by the sxpensien of
OFC snd s change in the type of finangisl servioing reguired by 0S0 has reached
the point whers the Finance Division is doing everything possible within their
present personnel strength to provide service to covert offices at the expense
of lowering their standarde of performenoe in sarrying out their functions of
audit and sccounting.
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¢, The use of cormereisl cover for covert sgents and projects is steadily
increasinge This type of operation scontributes greatly to the work of the
Pinsnoe Division, For example, socounts of staff employess can be provessed
in volume by employees at an appropriste grade level whereas the prosessing of
oovert agent and project aocounts partioulerly those under sormereial sover
require speoial handling by a certifying officer or a trained assistant in the
higher adminlstrative grades.

fs Wo find, that tralnees, unless they ere in the Finance Division six
months or meore provids litile or no productive work. Actually it has added
%o the workload of supervisors. A treainee ocannot work on covert projects
beosuse of the gomplexities of such projeets, Ffven when a Srainee is assigned
o the Bookkeeping Section for one month's training it is problemsties) if you
will recelve two weeks of productive work. Trainees cannot be used to compute
fereign allowanoes for the short period they may be sssigned to the Payrol

Branch.

g+ There has been considerable overtime work required to perform normal
sudit and accounting funciions whioh the Finenoe Division is unable to accomplish
during the regular workdey. BSpecisl hendling of 0S0-0PC trenssotion such as
preparation of travel wvouchers, prooessing advances and travel orders son an
urgent basis, togethor with the handling of sovert 080-0PC transsotion on & necéd
to know basis does not lend iteelf to a smooth and efficient operation,

he 7The Finanve Divislon has continued to review their operstions toward
improvements, many of the deficlenclies existing are known and have been kuown
to the supervisors for scme time, laok of personnel end suffioient time oo the
part of the supervisors of the Division ere the primary reasons why oorrective
measures have not dbeen implemented.

3, mcr I}aﬁﬂtm&iﬂ iz the ngaration

@s Class "A" fiéld mccounts are not audited and certified as required by
rogulationss ILack of sufficient personnel in the Finenoe Division and the faot
thet trained finenve officers are disbursing funds at these Class "A" instale
lations are the reasons advanced for noncomplisnce with regulations.

bs Ascounting reports on sxpenditures rendered to operationsl offices are
not adequate in that they do not reflect current total expenditures and oblizationas
againat allotmenta.

o« There is ipadequate provision for handling audit exceptions, these are
now being handled under the personsl guidanes of the Office of the Chief,

8+« Trevel and other advanoes of money are mot bei roperly followed~u
and settled as required by regulations. 118 properly F
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®s There are inadequate provisions for follow-up end mainteining leave
records on field personnel on a ourrent basie.

s There is an urgent need for an indexing system on regulations, deeisions,
epinions, ete., whioch must be readily available to certifying officers and auditors
if they are to properly perform their duties.

&» The pragtice of the Chief, Flunenoe Diviaion, signing as the Gontraoting
Officer on esovert projeots or agent contrasts is basloally unsound sinee he ig
# party Yo a gontraet and at the same time he is responsible for the sudit of
oxpenses Inocurred under the termg of the contrect,

ks The Reglatry can be very helpful in the operations of the Finance
Division since all correspondence, vouchers, eto., can bhe tied to either a
projest, station, or individusl, However, the Reglstry is not serving as such
iz the Division. Branches are maintaining files whioch could best be utilized
by auditors and certifying officera if the files are sounsolidated in one place.
Zhis has been dipoussed with the Assistant Chief who conocurs and has requested
upon epprovel of the new organizstion and T/0 s further study be mede of the
filing system,

ke goutributing Factors to the Deficiensies

8¢ Due to the covert mature of the secounts, Certifying, Audit and lieison
Branoh personnel are required to spend mpproximately one~hslf of their tims on
lisison sotivities., (Bee Exhibis E,.)

Be The polioy of auditing and certifying in Weshington all allowsnoes and
travel expenses inourred overseas prior to payment being authorised overgeas,
results in considerable expense snd time in preparing cables and eorrespondence
to the field requesting information snd/or authorizing payment,

¢s The faot thet the Chlef and Assistant Chief of the Finanee Division
are sppointed as egent ceshiers and must sxeoute all checks drewn ageainst their
sooounts mekes for unneccssary reviews snd flow of papers, {See Exhibit D,)

@4 Broad and general provisions in covert agent sontracts omuse much
migunderstanding and disoussions between the certifying officer snd the
?iﬂsient before a determination van be made as to whether sn item of expense

8 propere

@+ Delays in provessing field aocounting reports om a surrent basis are
partially csused by delay on the part of operating divieions in returning the
reports which sre forwarded to them for review and aporoval.

£u A1l of the overt operating offices have one or more unvouchered projects,
however, due to their unfamiliarity with Confidential Funds Reguletions it becomes

& practice of special individual handlin - the certifying officer in sssisti
in the preparation of vouchers. it ying o
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&» Agenoy Decisions and Directives on certsin funotions to be performed
with confidential funds have failed to recognize the additional workloads
placed on the Finenge Division, l.e.

1} The decision that all travel of 050 and OFC personnsl and
field eagents of the Contaot Division and Inspection and Security
weuld be paid from confidential funds has inoreased the workload
of the Travel Seotion to the extent that conaidereble overtime ias
required to process vouchers on a reasonsble current basis.

{2} A reacnt deoision that the practice of having one local
plenng firm paok and ship household effects of Agency personnel
proceeding ebroad be discontinued, will result in considerable
additional vouchers %o be processed in the Finanoe Divieion. The
new plan nesessary for securliy reasons would edvance the exployeo
suffiolent funds to pay for the areting end shipping, whe in turn
will submit regeipts as the funds are expended, Instead of ree
eslving one billing & month from & locel storage and packing firmm
it ie concelvable that one to ten different receipts may be aube
mitted by each traveler sll of which must be audited and oredited
to the advanoe aocount.

Be EConolusions

In the opini&ﬁ of thie anelyst the following are the bsaio problems
existing in the Pinenoe Division which must be correoted before the Pinance
Division will be able %o funotlion ss a smooth and sfficient operation,

&+ The covert offices ere insistent that mecounts and projects be pro-
sessed on en "individual need to know basis" with documentetion end informatien
being avallable to the Finange Divisien only to the limit that they {the opor-
ations officers) desm it permisseble within the seourity aspects of the projest
or agcounts On the other hand, the oontrol and regulations governing the use
of eonfidential funds are beooming more stringent end in greater dstail,
Consequently the employees of the Finance Division, all loyel and conscientious
workers who are endeavering to provide maximum service to cperations at the
expenss of forsaking and/for delaying their equally important Punotion of audit
and accounting, are going to be just ss insistent that more information and
dooumentation be made aveilabls to them prior to processing and sertifying
sxpenditures.

¥he above situation will result in operations protesting they are not
stting service and support end that the seourity of their operations is
belng jeopardized by this demand for information end documentatiosn. As
opposed Lo the foregoing, the Finanvoe Diviasion end the Agenoy iteelf without
& good business systenm of control and sacounting of funds are wvulnerable to
eritiolsm end exceptions sinoce the avenus is widened for incorrect and overw
payments, possible eollusion and freaud,
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bs The Finance Division is understaffed to provide the service and to
perform the basio functions which they sre presently regponsible for,

¢ The Chief and Assistent Chief are roquired to devete more and more
of thelr time in assisting the covert offices in the planning of operations
with li%tle time available for ths internal plenning snd supervision of their
own office,

6. Recommendetions

%o That the provision for a Disbursing Officer to be degignated as an
agent oashier be apiroveds This will relieve the Chief and Assistant Chief,
Pinanse Division, of the taska of reviswing routins vouochers which have been
sudited and certified by high level cortifying officers. Creation of this
position will provide for s more efiicient provessing of voushers (eee BExhibit
D) and will allow more time to the Chief mnd Assistent Chief for supervision
and planning,

s The Budget Officer revisw the ourrsnt arrangements with U. 8. Die~
bursing Officer with respeot to the procedures ou how the Agenoy requisitions
aud aooounts for confidentisl funds end deternmine what changes should be mads,
1f any. The reguiremont that agent ceshiers render an accounting three times
monthly appearas to be excessive,

s Consideretion be given %o the prectlosbliity of essigning dertifying
officers to foreign stations of s Class "A" status.

8. The Budget Officer define explicitly the type snd content of monthly
reports required on expenditurcs of confidentisl funda. A survey has been
initiated by the Budget Officer slnoe the first draf% of this report was
prepared.

8+ The designation of the Chief, Finanae Division, as the Contraeting
Officer on agent contracts be reseinded. We resommend that this authority
be vested in the Chief, Bpecial Bupport Btaff,

£. That e oontrol system be established for the follow-up and settle~
mnt of edvances and audit excaptions, :

g+ Current instructions issued %o the Tield should be reviged to the
extent that they are current and consistent with Agenoy and other applisable
goverunent regulations,

he A responsible officer should be designated to plan, schedule ixzé
¢onduct the on the job training progrems for new omployecs proseeding to
forelin stations ae finande officers or olerka.
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i. fThe system of maintaining eocounts inoluding payroll sscounts should
be sonverted to o maghine operation at the sarliest possidble date. The
inoressing requirements for reports on expenditures and allotments under.
present conditions oan only be accomplished at the expense of oreating baske
logs in the prosessing of flsld accounts and domestie expense vouolhers. This
project is now under study by the Meohine Records Division, OCD, snd the
Speaial Bupport Steff,

3+ A statement of funotions on the branch and sestion lsvel be prepared
by the Chief, Special Support Steff, and submitted to the Management Staff
for review,

ke The proposed new orgarization will eliminate many informel routing
forms and memoranda. As discussed during the course of the survey, the
Wétﬁsi@n will review all forme for possidle oonsolidation snd/or -
SLABLTIANION .

1. The orgenizetional strusture (Exhibit B) be epproved.
r!;m The number of positions (Bxhibit A) providing sn over~all inesresase
°
is

sitlens be spproved aubject to olmssifivetion review by the loyecs
b § .on and finel spproval by the Personnel Director, Smploy

Attachmeotss Exhidit 4 = Proposed snd Present 1/0
Exhibit B « Orgenizational Chart
Exhibit ¢ = Fiow Chart - Provessing Travel Voushers
Bxhibit D » Flow Chart - Proeessing VYoushers
Exhibit £ ~ Workload and Other Data




